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MEMORANDUM FOR: Director of Personnel Policy, Planning, o-" 
and Management B. 
Chief, Policy Staftt/OPPPM 
SUBJECT : Labeling Positions as Professional and Clerical 


1. You asked Policy Staff to look at alternatives to the position 
labels of clerical and professional. This subject was addressed by the 
NAPA Project Group (attached) and acted upon by the Executive Committee 
in December 1979. Project Group recommendation A was not approved; rather, 
the Director, National Foreign Assessment Center and Director, Equal 
Employment Opportunity were tasked with developing alternatives. Recommen- 
dation B was approved and the Director of Training was so tasked. 


2. The conclusions of the NAPA Project Group study remain valid. 


- Labels are necessary for statistical and other reporting 
purposes. 


- Label changes would be cosmetic or confusing and compli- 
cated. 


- The definition of the titles relate to the complexity of 
the job. 


- The problem is an attitudinal one. 


3. The emphasis on changing attitudes regarding labels through training 
has been in effect for six months. Courses (see attachment) have been 
identified by the Director of Training in which attitudinal change is being 
addressed, It is too early to determine if the emphasis has resulted in a 
change in attitude. Our suggestion is not to change labels until there has 
been at least a one-year experience factor following the training emphasis. 


4, The following suggestions are provided. However, we cannot 
generate strong support for any particular suggestion. 


- Retitle clericals as Support personnel. This may 
cause confusion with support Masten and with what has been 
known as a support directorate. 


- Retitle clericals as Administrative or Service personnel. 
Again, this may cause confusion and they are basically cosmetic 
changes. 


- Retitle professionals as Officers. However, many 
professional positions do not carry a title of officer; i.¢., 
analyst positions. Further, an Engineer Officer suggests that there is 
an engineer who is not an officer. 
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- Retitle clericals as Staff personnel and professionals 
as Officers similar to the Foreign Service. This would require 
our present use of "staff appointment" to be changed (maybe to 
"professional appointment" following the trial period for all 
employees). It is complicated. Also, there may be confusion 
with the accepted definition of staff work. 


5. We are prepared to discuss this subject further at your convenience. 


STATINTL 


Attachments (2) 


cc: DD/PPPM/R&P 
“hief, PMCD 
DD/PPPM/HRPI 
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LABELING POSITIONS AS PROFESSIONAL AND CLERICAL _~ 


ate 


I, NAPA Comment. 


"There is a stigma attached to such labeling" (Ed., 


n 


professional, clerical, or technical) "and agencies such as 
Labor and Census are avoiding this categorization in all 
their data gathering and reporting activities. The EEO 
Advisory Group believes the Agency should follow a similar 
course of action." (NAPA, the Present System pp. 75-76.) 
Il. Discussion. 

A.. The NAPA Report holds the view that a stigma is 5 . < 
attached to the designation or "labeling" of each position 
in the Agency as professional, clerical or technical, the 
implication being that clerical and technical tasks are 

. viewed as "non-professional." Preliminary to addressing 
this matter, however, one item of accuracy must be noted 
about the NAPA Report. Neither the Labor Department nor 
Census Bureau has abandoned the use of labeling and both ~< 
continue the use of standard Civil Service job breakdown for 
Statistical reporting purposes. Rather, in communication 

. other than statistical reporting, a concerted effort is made N 
to substitute the word ieunponet for clerical wherever this 


substitution will not confuse the issue at hand. 


VV 
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B. This notation. aside, the division of jobs into 
basic position categories such as professional, technical 
and clerical has a variety of applications, as spelled out 
in a memorandum on this subject prepared by D/OEEO at the 
direction of the DDCI. These are: 

Labels facilitate CIA communication with and 

reporting to other government agencies and 

OMB about personnel related matters ana are 
a useful for compensatory monitoring under the 

Fair Labor Standards Act. 

°Labels serve as an aid to Agency recruiters in 
terms of clarifying Agency jobs and desired 

_ qualifications to potential applicants who are 
generally familiar with the Civil Service job 
classification system, 

Ppapers facilitate the development, implementation, 
monitoring and evaluation of the Annual Personnel 
Plan, Personnel Development Plan, Equal Employment 
Opportunity Plan and other personnel related 
gags employed by management. 

Labels are used as a means of defining the 

_. goal of Upward Mobility, i.e., movement from 

ie aa & _., dead-ended clerical or technical positions to 
_open opportunity professional positions. The 
"non-professional" labels identify those eligible 


to participate in Upward Mobility programs. 
R-2 
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TII, Conclusions. 


A. Division of jobs into basic position categories is 


t; 


necessary for statistical and other reporting purposes. 


ae B. Basic job titles could be changed in order to 

they! 

2 : eliminate the word "clerical" but this would be purely 

le cosmetic as long as we retain the "professional" designator. 
wee G No substitute for "professional" is apparent that 
ed would not overly complicate and confuse present applications 
m4 of the three categories. 

ki D. The petinemuaeoosaona ks technical and clerical 


have specific meanings as defined in the Agency Handbook of 
Position. Title and Occupational Codes that relate to the 
‘complexity of the job, not to the professional manner in 


which employees perform. 


By The problem as presented by the NAPA Report is an 
attitudinal one and action should be taken to promote a 
better understanding of the use of labels for employees. 


IV. Recommendations. 


Ks Maintain the basic position categories of clerical, 
technical and professional. 


The above recommendation is ( ) approved ( ) disapproved. 


B. Charge the Director of Training to include a 


segment in appropriate OTR courses (such as orientation and 
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management courses) that’ addresses the three basic job 


categories into which all employees are placed, why this is 
done, and what it means. The presentation should stress no 
implication of lesser status for "non-professional," and 


that clericals do perform in a professional manner, etc. 


The message to be stressed is that Agency managers should 


not recognize category distinctions in the treatment of 
their employees and where possible should discourage the use 


of such category labels in referring. to individuals. 


The. above recommendation is ( ) approved ( ) disapproved. 


t) 


Deputy Director of Central Intelligence Date 
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” FEB 1980 


MEMORANDUM FOR: Director of Personnel 
Policy, Planning, and Management 


FROM: Donald LE. Smith 
| Director of Training 
SUBJECT: Approval of NAPA Project Group Recommendations 
| 
REFERENCE: Memo for DIR from D/Pers/PP§M, dated 


24 January 1980, Same Subject 


1. . The three basic job categories of employees, the 
whys as well as implications, have long been addressed in 
several of our courses. We Will, however, review scope notes 

-and relevant presentations to assure that those topics are 
included and discusscd in Several other courses as recommended 
in referent memorandun. 


2 The guidance contained in the reference will be used 
; as a basis for discussion in the following courses: 


Orientation for New Employees 
Introduction to CIA 

Midcarcer Course 

CIA Senior Seminar 

Secretarial Administration 
Office Management Seminar 
Fundamentals of Administration 
: Management Seminar 

Effective Employee Course 


Dx The topics recommended fit specifically in 
presentations that give an overall view of Agency personnel 
management policies and equal employment opportunity. Course 
directors have been advised of this recommendation and will 
present the suggested ideas in all future course offerings 
of the above courses, 


STATINTL 
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RECOMMENDED PROCEDURE FOR PREPARING POSITION STANDARDS 


FOR OCCUPATIONAL FIELDS UNIQUE TO CIA 


Since CIA will have a substantial number of occupational fields 
that will not be covered by CSC Standards, PMCD should give high priority 
to the development of such standards. The standards should be developed 
in the CSC Factor Evalutaion System (FES) standards format. 

There are a number of policy questions to be answered before PMCD 
can finalize any position standards. The most significant of these 
pertains to grade levels. Based on a preliminary test of FES standards 
issued by CSC, grades of CIA positions range up to three grades higher 
than can be justified under CSC standards. However, this problem should 
not delay the start of work on Agency standards since point values to 
be assigned to specific levels of factors and point spreads in the grade 
conversion table can be determined after the development of standards. 

In the development of standards, recommend that the following pro- 
cedure be followed: 

1 - First identify those standards to be developed. 

2 - Determine the operating element to be the prime coordinator 
on the standard. 

3 - Brief official of the office selected to be prime coordinator 
on the undertaking and request that a person be designated to serve as 
office coordinator for the standard. 

4 - PMCD in collaboration with the office coordinator develop 
plans and schedules for collection of job information, preparing initial 


draft of the standard and coordinating the standard. 
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Sources of information to be used: 
1 - CSC standards when available should be used as a guide or 
take off point. 
2 - Agency job information in PMCD should be used initially 
in determining the scope of standards and levels to be identified. 
3 - Current job information should be collected from operating 


components by asking for up-to-date job sheets prepared in the FES format. 


Development of Standard 

1 - The PMCD classifier in collaboration with the office coordi- 
nator should determine the scope of the standard and levels to be identified, 
and prepare the initial draft of the standard. 

2 - The PMCD classifier and office coordinator should coordinate 
the standard with all interest offices. 

3 - Once coordination is obtained, benchmark position descriptions 
should be developed for all grade levels identified in the standard pro- 
vided the Agency has a significant number of positions at a given level. 

(Do not believe that benchmark positions should be coordinated with operators.) 

4 - Publish standards and benchmark positions through use of OL/PSD 


services. 
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PROPOSED PROCEDURE OF ADOPTING 
CSC PREPARED STANDARDS FOR USE BY CIA 


The Factor Evaluation Standards being issued by the CSC can be 
modified for use in CIA. In some cases it will require extensive 
reworking. In other cases only minor adjustments will be required. 

In any event for less work, will be required to modify CSC standards 
than to start from beginning as in those cases where no standards 
exist. In all cases the standards should be modified to deleting 
reference to CSC and activities not specifically found in CIA, and then 
reissued as CIA standards. 

The reworking of CSC standards should follow the same procedure 


as proposed for the preparation of standards unique to the Agency. 
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POSITION MANAGEMENT. AND 
COMPENSATION 


INTRODUCTION 
1. The Position Management and Compensation Division 
(PMCD) is the Director of Personnel 's principal agent in meeting 

his responsibility for authenticating staffing complements-~ 
often called Tables of Organization (T/0's)--and revisions 
thereto. These staffing complements establish the official 
numbers, grades, titles and inter*elationships of job positions 
in Agency components. To perform this function, PMCD conducts 
desk slidits of Agency positions, either in response to a 
re component request that a particular position be reviewed {usually 
_. in the hope of upgrading it) or as part of a survey of the 
organization itself. Such surveys may occur upon request, when 
managers need authentication of a significant reorganization of 
an existing component or need a staffing complement for a new 
organization. PMCD is also chagtered to conduct periodic 
position surveys of all Agency components. . 

2.  PMCD's objective during its position evaluations is to 
insure, within reasonable limits, that the compensation for 
positions of similar Tevels of difficulty and responsibility are 

- consistent within the Agency and with the rest of government. 


Achievement of this job/pay equity ideal is circumscribed by 


e 


, 
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requirements that, within a Directorate, reclassification of 
. positions must not (without DCI approval) increase the total 
shinee of senior slots (e.g. positions at grades of GS-14 and 
above ) or the average grade of all positions. If PMCD's 
evaluations of job/pay equity lead to upgrading of some 
positions, others, at least within the Directorate, must be 
downgraded--perliaps despite job/pay equity--to maintain the 
Status quo. Similarly, the Director of Personnel is charged 
with evaluation of Directorate proposals to change the cunbers 
grade or allocation of supergrade positions. PMCD becomes in- 
volved in such evaluation and is influenced during its position 
evaluations by the fact. that the ee of present eine 
complements include more supergrade positions than OMB has 
authorized to the Agency. | 
3. The objectives of PMCD's periodic position surveys are 


Sy 


to update position information--in order to improve evaluation 
standards--and to make neceseaey adjustments in the grade of 
, individual positions and the position structure as a whole. 
This last requirement on PMCD puts it in the position, in effect, 
of advising a manager on how he should organize his component in 
. order to accomplish his mission. 
4. . We formed judgments on the effectiveness of PMCD's 


contributions toward achieving job/pay equity on the basis of 


discussions within PMCD ‘and our analyses of component managers' 
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comments and of recent PMCD surveys and survey reports. We! 
conclude that PMCD's contributions vary by grade and type of 


~~ position. 


7 ae PMCD" Ss enforcement of Sabie sagity for 
. secretarial and clerical positions is very effective 
despite frequent and strong management opposition. . 
‘b. PMCD is generally effective, and usually sieaadee: 
a useful and welcome service to managers, in establishing 
and enforcing job equity for multiple-copy technicians. 
12Gy -PMCD is usually effective, despite management 
: pressure for more headroom, in maintaining job/pay equity 
for junior and middle grade analysts, case officers and 
support officers~~but complaints abound in individual 
cases. | 
d. PMCD" s contributions toward establishing and 
“monitoring job/pay equity are relatively ineffective at 
grades of GS-14 and above. PMCD's competence to evaluate 
. such positions is frequently questioned, and it is rarely 
. able to prevail in resolving disputes. When it does 
prevail, its downgrading recommendations sometimes restrict 
future headroom but have little immediate effect in the 
sense of causing transfers or demotions of incumbents. 
As one senior manager put jt, the outcome depends on how 


well the Office "snows" PMCD. | ee 
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e PMCD's responsibilities in the enforcement of average 
grades senior slot and supergrade limits are unclear. It is 
aes therefore difficult: to assess the Division's contributions to . 
this effort. Responsibility for allocation of Directorate staff 
_ Manpower ceilings (i.e. total positions) among components is 
assigned to Deputy Directors. Each year they, or their component 
heads, develop proposed staffing complements which, in their 
totals, must stay within the numbers of positions at each grade 
allocated to their career services. Proposed staffing complements 
which contain revision, or are later revised by a PMCD periodic 
| ‘Survey, must be authenticated by the Director of Personnel. 
If that authentication supports a number of positions, an average 
grade or a number of senior slots that exceeds the Directorate's 
allocation, the Deputy Director must take action through the 
Dineeeor of Personnel and pone ener to abtain approval for the 
‘increase. The Director of bereonnnl may advise on where 
| compensating changes may be made to avoid exceeding average 
grade lintts. But responsibility, and most decision authority, 
belongs to the Deputy Director concerned. PMCD's responsibility 
appears to be in support of the Director of Personnel's 
monitoring, advisory and staffing complement authentication 
roles. Wherever the blame or credit lies, itis important to 
note that upward grade creep in CIA is not significantly 


different from that expérienced in most other Federal agencies. 
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6. Agency managers express more dissatisfaction with the 
way. ‘the: PMCD function is performed than with any other activity 
of the Office of Personne el. They allege that PMCD sane ontiel do 

not understand Agency functions and positions, much less their 

importance and uniqueness, and insist on using Civil Service 

standards of position classification which many think are not 
applicable to the Agency. ‘Managers are further disturbed by 
PMCD delays in reviewing component requested changes and by the 
time- ~consuming PMCD periodic SuRNey® which rarely have a 
significant Apa GE. In Judging the validity of such criticism, 
which pagiects the view of a large majority but is not universal, 
one must take into account the PMCD functions described above. 
These are control functions which impact on how managers manage. 
Since PMCD, in ie wisdom, frequently disagrees with the wisdom 


of managers concerning position classification, an adversary 


me relationship develops. Therefore, PMCD does not engender much 


affection from managers. 7 
| 7. IA follows the Civil Service wage and grade structure, 
SUE the dynamic nature of the Agency’ S unique role has resulted 
in management innovations which are not typical of the Civil 
Service tradition. Position management in the Civil Service 
usually involves looking at the function of an organization 
and constructing a hierarchic structure of components and 


ppOsWErens to perform that function. Position management in 
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that tradition envisions a fairly stable situation--minor 

changes in positions and structures can be accommodated based 

on experience. Such organization structures are effectively 
utilized by many Agency components including the Office of 
Personnel. However, many other Agency components are characterized 
by constant change in mission and priorities. Their organiza- 


tional structures and assignment of personnel are in constant 


oF Tux. Such components find the slow and agonizing PMCD way of 


- doing business— untenable. 

. 8. In the position classification field, CIA also 
“Frequently GErancs from Civil Service concepts. In the Ciyil 
“Service tradition a position has certain qualities of responsi- 

bility, supervision, educational requirements , etc. Based on 
the aumber and level of such. requirements a GS grade i is assigned 
to the position. ._ People then compete for the position on the 
-“basis of merit and the assigned individual must be promoted 
within 120 days or removed from the position. Superficially, 
CIA appears to function in a similar manner. Actually, the 
Agency career service system operates more on the "rank in 
. “the fain’ dian: oh the Civil Service "rank in the position" 
concept. Agency managers think in terms of the career pro- 
gression of people. Individuals are frequently placed ina 
position not because their talents match all of the requirements 


vs 


_of the position description but in order to provide them 
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_ with the opportunity for advancement based on potential and 


a past performance. Then the functions of the position are 


unofficially modified to best exploit the talents of the 
-incumbent. Thus, there is an inherent incompatibility between 


PMCD's preoccupation with fixed, unchanging positions and 


_ Managers' preoccupations with adjusting positions to fit 


changing people. 


ae reviewing a number of PMCD surveys, we find some 


. validity to the frequently voiced assertion that PMCD bases its 


“Judgment too closely on Civil. Service precepts. It is - concerned 


with matching grade structures to hierarchic organization, 


Structures, sometimes with little understanding of why some 

_ organizations are otherwise arranged. It goes to some lengths 
to correlate CIA positions (which ave frequently unique to C1A) 

awith positions elsewhere in the government, e.g., an NSA 


Journeyman. computer programmer is-a GS-12; therefore, a CIA 


programmer, who may in actuality work with a much more complex 


system and .set of problems, should be comparably graded. We 


_. find many examples where PMCD used comparisons which we judge 
“to be invalid, e.g., we. do not think a DCD Contact Officer 
_ Should be compared with a DDO Case Officer to establish grade 


equity. We also find examples where PMCD has’ recommended that 


4 position be abolished in order to improve the professional 


to clerical ratio with no argumentation provided as to whether 
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or not the workload justifies the position. We find many 
examples where PMCD has ecenmenaed that a position be down- 
graded because the incumbent wasn't performing at the position 
grade Jevel. It seems to us that the requirement for the 
position should be PMCD's primary concern rather than the curves 
| incumbent's performance. 
10. We feel there is some confusion in PMCD as to its 
appropriate role, ji.e., whether to ensure job/pay equity or to 
control the rise in average grade and the like. As mentioned 
above, these are somewhat conflicting goals. Regulations re- 
quire that average grade and senior slots be held constant 
within Directorates as a whole. PMCD apparently attempts te 
enforce such restraints within each component, sometimes to 
| the icerenene of job/pay equity. Recommendations contained 
in its survey reports frequently result in an. overall reduction 
‘in average grade, senior slots and supergrade positions. We 
believe that, at least at the component level, PMCD should 
only be @oncerned with jb Bas equity, i.e., in reviewing . 
positions, it should call it as it sees it; controlling Byehage: 
grade is a higher management concern. : 
11. The intent of the above discussion is not to lay 
the groundwork for a recoimicndae tan that we abolish our system 
of position management and compensation or that we do things in 


a radically different manner. Since we are a government agency, 
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Our options are aieee: The intent is to “indicate the 
culture in which such a system must operate and some of the 
problems it faces. . 

12. CIA was ree from the Classification Act of 1949, 
bil: in that year Director Hillenkoetter informed the Civil 
Service Commission that in our internal personnel policies we 
would follow the basic philosophy and principles of the Act. 

In October 1962 the Acting Director reaffirmed the Hilterkoctter 
policy in a memorandum. This policy is set forth in various | 
“Agency Hequyacions and PMCD is our primary internal control f for 
“ensuring that we adhere to the Classification principles of 
the Classification Act. Under its legal exemption, CIA could 
"seek Executive approval © establish its own system of grade 
structure and wage scales but any. system we developed would 
probably not be approved if it departed dramatically Fron 
oe government-wide pay and classification legislation and policy. 
_- There is no prospect at present that a change in system will 
be soughp, and in any ‘case ‘any System utilized by CIA would 
: require management and control to ensure job/pay equity, to 
respond to concerns over the size of the Federal payroll, ae 
- to riplenusne executive policies stemming from those concerns. 
Therefore, the PMCD function must continue. | 
13. In the balance of this Tab, the discussion is sub-~ 


divided into the major’ issues we believe impact on PMCD and 
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its functions. Conclusions and Recommendations designed to 

7 “improve the performance of PMCD, make it more responsive to 
component requests for position changes and, hopefully, to 
create a better working relationship between PMCD and Agency 
components are provided on pages G-26 through esi: | 


74. «It is important to note, before embarking on the 


. individual topics, that, prior to the initiation of this OIG 


25X1A « § survey a retired employee, was given a 


i ee contract to canduct a study of PMCD and to make recommendations 

| | designed to improve position management and classification in 
CIAL The Inspection Team found i study of os | 25X1A | 
__ considerable value in its own deliberations. “8 i 

~ PMCD Staffing | 

. 16 The position classification profession requires 
talented individuals. They must have representational qualities, 

the ability to brief well and deal with people at all levels, 


~~ good analytical skills and several years training to learn the — 


basics offthe profession... We have been told that PMCD was 
“formerly staffed with individuals not having these skills. 
PNCD management believes the Division is. currently staffed with 
high-quality individuals. Customer comments suggest this tay 
not be universally true, but we were impressed with the enthusiasm 
and competence of the PMCD personnel we contacted. 

16. Despite the general criticism of PMCD, several 


“Agency managers praised the competence of a few PMCD analysts. 
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We suspected that these analysts might simply have been 

unusual ly lenient, but that was not the case. The well- 
regarded analysts are experienced in position classification 

and have dealt eroguent ly over a number of years with the organi- 
zations that praised them. As a result they understand those 
organizations and are responsive to their needs. We have 


concluded that effective rapport between PMCD and Agency 


‘components can be established when a competent PMCD analyst is 


assigned to an account over an extended period (up to five 


years). The PMCD analyst learns the structure and problems 


of the component and the component gains confidence in and 


-respect for the PMCD analyst. - - 


17. At one time, PMCD was viewed asa cradle-to-grave 


assignment. Its current policy is to maintain a two-thirds 


- -pérmanent cadre staff of experienced professicnals and to fill 


“the remainder of ‘its 22-25 positions with three-year rotational 


assignments. The PMCD staff is small in relation to its 


responsifilities. There are only 8-10 full-time classifiers 


_ and about five professionals engaged in developing better job 
standards. Since it takes several years to train a new 


~ analyst, we believe the proportion who are permanent staff 


should be kept at a high level to maintain the professionalism 
of PMCD. We suggest that the permanent staff be given 


periodic personnel officer rotational assignments to other 


~ Agency components (perhaps two or three during a career) to 
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“obtain a different perspective and to gain. more experience 
; with the problems of other components. This could be coupled 
“with the rotation of other personnel into PMCD either from 


-the Office of Personnel or elsewhere. We understand that the 


Office of Personnel has made a proposal to obtain personnel 
from other components and Directorates for rotational assign 


ment to PMCD. The rotation of PMCD personnel to the Directorates 


~ and Directorate personnel to PMCD would further mutual under-— 


standing and facilitate PMCD working relationships with 


components, if the assignees’ tours are long enough to develop 


and employ adequate position classification skills. . 


Centre Hizer et Versus ; Decentralization 


18. Some managers argue for decentralized position 


inanagement and classification. They suggest that professional 


job classifiers be assigned ta Directorates, or even to large 


COMpPODER TS: and that job classification be done wholly within 
such units. They feel that existing constraints on number's of 
positiong, senior slots and average grade are adequate to 
prevent empire building and that, within these agneteaniks: 
they are best able to decide how to organize their components 
and assign svade values to positions. 

19. Such a decentralized system is in effect at the 
Energy Research and Development Administration (ERDA) and it 


reportedly works effectively. However, ERDA uses a standardized 


G~12 


CONFIDENTIAL 


ape ~~ pproved For Release 2002/01/08: CIA-RDP83-01004R000100120003-8 


oa 


; ovvos tr eibned Sebaroc 
‘Approved For Release 2002/01/08 UF FR800100120003-8 


system for evaluating its relatively homogeneous positions and 
managers have been trained in and are involved ‘in the appli- 
cation of this system, thus ensuring a certain amount of 
job/pay equity within ERDA. From this and other examples, 

-jt appears that a decentralized system can work satisfactorily 
in some organizations if systematic position standards have 


been developed and managers understand those standards and 


are. willing to devote time.to their application. Those 


“o> 


oe 


conditions do not exist in CIA. Position Classification is 


“not well understood by CIA managers and over the years we 


“have used a number of different criteria, understood only by 
ENED for evaluating positions. 

20. The Civil Service camnseih is developing a 
position classification methodology called the Factor Ranking/ 
Benchmark System and has decreed that al] agencies under its 
cognizance will adopt it by 1980. The system is based on 


data compiled from the. experiences and systems of industry, 


_ labor, foreign countries, etc. Those who are familiar with 


the system are enthusiastic over its potential and cite as 
its advantages that it is easy to understand, it is a more 
accurate way uO grade positions than systems used heretofore 
and it ragiaves: Operating Component participation, thus 
leading to agreement and understanding on how positions are 


classified. PMCD has éstablished a separate branch to develop 


this system for Agency use. 


Approved For Release 2002/01/08 : CIA-RDP83-01004R000100120003-8 


on 


ELSIGERt EES 
Approved For‘gelease 2002/01/04 sere a hA\604%900100120003-8 


2l. The Inspection Team was impressed with the potential 
_ Of this system and urges the early development and use of an 
Agency version to improve both position classification and 
communication on that subject between PMCD and components. 
When the system has been fully implemented and understood, 
at least one barrier to decentralized position classification 
in CIA might be removed. Even under those circumstances, 
however, we doubt that decentralization, in the sense of 
assigning position classifiers to Directorates, would be 
‘desirable in this Agency. a 
22. Although most authority in CIA is delegated to-the 
Deputy Directors who supervise the four semi-autonomous 
Directorates, the Agency must operate as a single organization 
“in its relations with the rest of government, including 
‘ts conformance with manning and staffing rules and restric-~ 


tions. These require that job/pay equity be maintained and 
a i 
I That mont toring is performed by the Director of Personnel. 


experts is essential ‘to the provision of uniform classifica- 
po en: 


. | . monitored throughout the Agency, not just within Directorates. 
i 


| tle believe his central, control of Agency position classification | 


tion standards and to monitoring the application of those 
j “standards within the several Directorates. We question, 
i] | however, whether the Director of Personnel needs to retain j. 
i| qunentieaeten coneat oF official staffing complements. 


That subject is discussed in the next section. 
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futhority and Appeals 
23. In Brecerces managers are not now -unduly ReStiieney 


by PMCD's pecomiendat lone or by its influence on their staffing : 


complements. Undesired recommendations arising from PMCD 


- periodic position surveys are frequently negotiated away or 


ignored. No effective system of enforcement or. appeal has 


been formalized to deal with outstanding differences, and 


. various mechanisms, necessary for other reasons, provide means 
of evading many of the restrictions in an unsatisfactory 
- Table of Organization. . For example, the Office of Finance 


uses Personal Rank Assignments as a means of providing GS-12 


Certifying Officers to overseas posts because PMCE will only 
authenticate a lower grade. PMCD recommendations have some- 


what more force when a component initiates a reorganization 


or tries to upgrade positions. Even in these cases, however, 


PMCD has on occasion been overruled by the Director of Personnel 


or the DDA. In practice, if a controversy attracts the 


3 tt : F - : ; 
attention and support of a Deputy Director, his decision 


usually governs the actual outcome, although not necessarily 


the official staffing complement. For example, PMCD 


recommended that the Personnel Management Group/DDO staffing 
complement be limited to eleven supergrade positions. 


Eighteen are now and will be assigned there--the number 


_ authorized By the DDO. The extra positions are simply flagged 


on the staffing completment as awaiting approval. 
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24, It has been argued that PMCD, as a component of 


x ne 


the Office of Personnel, is buried in the Agency management 


hierarchy and does not have cnough clout to operate effec- 


tively and to enforce its decisions (assuming it has come to 
rational decisions which should be enforced). . It has been 
suggested that the functions be attached to the Office of the 
Comptroller. We do not think the placement of the function is 


a significant factor in improving its accomplishment. If the 


- function were performed competently and with a greater degree 
: of management understanding, if PMCD's authority were under- 


~ stood and spelled out in Agency regulations, and if its : 


decisions could be appealed and reviewed by higher authority, 


then we believe it could function effectively where it is. 


The more basic question is, what role and authority should 


-PMCD have? | | . 


- 25. We have reviewed and discussed several recent PMCD 


_ surveys with the surveyed components. These components 


- general felt that PMCD was on target regarding its recommen- 


dations on clerical positions. They expressed strong 


. disagreement with PMCD judgments on a number of other positions, 


particularly upper level positions. The PMCD analysts who 


conducted the surveys were judged to be dedicated, competent 


individuals but it was felt that they did not obtain the 


+ 


understanding necessary to make valid judgements regarding 
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the significance and the uniqueness of the professional 
positions being analyzed, nor did they use realistic com- 
parison data. We do not think this is simply management 


dissatisfaction because it did not get its way. As discussed 


earlier, we also question the infallibility of PMCD's judgment. 


This is not intended as criticism of PMCD or its personnel. 


They are not and cannot be specialists in all the organiza- 


‘tions or vest eter fields they are analyzing; therefore, they 
will make errors in judgment and their decisions should be 


subject to review and, if necessary, reversal. 


26. Many believe that no effective and impartial appeal 
route exists. The Director of Personnel is uniquely empowered 
to authenticate and issue staffing complements and is therefore 
the official appeal route. PMCD reports and recommendations 


are furnished to components over his signature, however, and 


the route back lacks at least the appearance of impartiality. 


| Questions could and would be raised about his qualifications 


to reso?ve a dispute in detail about a specialized position 


deep within another Directorate, and such disputes are frequent 


- -~31 of the 38 component managers interviewed on this subject 


had complaints. Moreover, his real means of enforcing other 


than very important PMCD recommendations is open to question. 


His authority to authenticate staffing complements is clear. 


% 


’ Deputy Directors, however, must determine the allocation of 
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staff manpower ceilings amony their components and may, within 
some Timits, make shifts in manpower within their Directorate 
without seeking outside approval. In arguments with other 
Deputy Directors, the DDA ane and sometimes does, Tend in- 
valuable support to the Director of Personnel. Unresolved 
questions can be and sometimes are taken to the Management 


Committee and the DCI for resolution. The number of disputes 


far exceeds the capacity of HS channel, however, and most, 


therefore, are either settled through Regetla bien ssuaually. in 
management 's favor—or left unresolved. — . 

27. ~The main problem with the Director of Personnel/DDA- 
appeal route lies in the number and complexities of the disputes. 
Effective and equitable resolution of them all would require 
ainouiAts of job knowledge, position classification knowledge and 
study time that are simply not available to those eee the high 


level of authority and respect needed to impose an undesired 


- solution on a Deputy Director. . Creation of an appeal authority 


outside the Four Directorates-~e.g., the Comptroller or, God 
forbid, the Inspector General--would face the same set of problems.’ 
28, Efforts are being made, as they have been for years, 
to reduce the number of differences by improving the quality 

of PMCD's judgments, improving managers sontidence in those 
judgments and, through negotiations at various levels, to reduce 


unresolved differences to those few critical cases perhaps 
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worthy of Management Committee action. The last, and most 


effective process, doesn't enhance management confidence in 


PMCD advice or in the value of the whole exercise, however. One 


_ very senior manager said that the subjectivity of the PMCD process 


is driven home when you reach the negotiating point; "I'll give 


~ you two GS-07's for one GS-12." Many other managers have illus-~ 


“, 


oh Gen 


trated their doubts about the worth and effectiveness of the 


whole process by indicating that after months of effort they are 


able to obtain through negotiation almost everything they wanted. 


We applaud the efforts to improve the quality, and thereby the 
acceptability of PMCD judgments. We find little new in these 
efforts, however, and little in the outcome of similar séierts in 
the past to justify an expectation that achievable improvements, 
however desirable, wiil solve the problems by itself. | 

| 29. We conclude that there are only two solutions available. 


The present system, lacking real enforcement authority, can be 


ear 


continued and probably be improved by better, semi~rotational 
Pee ee eed ee 


= eer ieee s 

PHD staffing and development and implementation of better, more 
ee at eee ee en 

understandable classification standards--i.e., the Factor/Benchmark 


al 


_system. We believe these steps would help, but that most of the 


fundamental problems would remain. _ ‘The other choice is--in 


— — 
a 


addition to these steps--to make the Deputy Di Directors the appeal 


i ae sch dane has tes 
and decision authority, while preserving the Director of Personnel' 


capability ain respons ibil#ty for monitoring their actions. 
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30. Whether tvsnster of stating complement authenticating 
-authority to the Deputy Directors would degrade, improve or 
“leave unchanged the Agency's performance in job/pay equity and 
~~adherence to average grade and other nanning restrictions is 
-bound. to be a controversial question. Some would regard it as 
“setting the fox to guard the chickens. (Others oud contend that 
this, in many cases, describes the present system, and, if 
coupled with active and adequate monitoring by the Director of 
'.Personnel, degradation in performance is by no means an inaeebie 
‘result. The more optimistic would even contend that providing 
‘contrat of staffing complements to those now responsible for, 
‘holding average grade, senior. slots and Siiperqradas within ar 
allocations would remove any ambiguities that. may now exist as 
to where that responsibility lies; would provide them urrambi guous 
decision authority over a tool important in carrying out these 
responsibilities, and would improve the relationship between | 
staffing complements and reality by insuring that disputes are 
decided. PMCD influence on component managers durtng feeoetared 
settlements might even be increased by the knowledge that un- 


resolved disagreements will be decided at a higher level. Moreover, 


w 


' the fact that the decision will be made by his own superior might 


“make the manager a little less defensive and a little less 
inclined to employ "snow" tactics. . 
31. No proof can be offered that the outcome of the shift 


in authority described above will be good, bad or indifferent. 
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We are pursuaded, however, that the risks of serious degradation 


are not great--and return to the present system would be possible 


_if we are proven wrong. The shift could be an improvement, 


perhaps an important one, over the present system. We believe 
other. possible changes in the system, such as total decentraliza- 
tion or creation of a supra Directorate appeal authority to be 
undesirable, impracticable, or both.. We therefore conclude that 


the transfer of authority should be made. The details of our 


‘proposals are provided in the Conclusions, starting on page G-26 


of this Tab. 


st 


32. Headquarters Regulation BERR pr ovices for periodic 
position surveys to update position information, and to make 
necessary adjustments in the grade of individual positions and 


the position structure as a whole. Headquarters Notice 


7 January 1972, established the Position Survey Program with the 


aim of scheduling and conducting position and manpower utilization 
wot 


_ surveys in ali components with the objective of achieving complete 
coverage of the Agency each three years. . PMCD is charged with 


‘conducting the Position Survey Program. In conducting surveys, 


PMCD is concerned with position management (organizational 


structure, alignment of functions, number of positions at 


_ different skill levels, occupational Tevels required to carry out 


missions, ratio of professionals to clericals, number of supervisors 


to work force, etc.) as well as position classification. 
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33.  PMCD attaches high importance--and priority--to its 
periodic survey program. The program provides needed opportunities 
to study Agency positions in order to improve position classifica- 

tion standards. It generates reviews of pasitions that may have 
changed in character, if not in title or grade, since they were 
last classified. . And it provides opportunities to review and make 
recommendations about the organizational structure of Agency 
components ; some of which PMCD believes badly need such review. 


34. Most component managers are extremely critical of the 


 PMCD periodic survey program, however. Many comments deal with | 


ae 


subjects discussed earlier--managers reservation about the come | 
parisons used by PMCD to classify positions and about PMCD's 


ability to understand the unique character of some component 


- -positions-~the time spent in negotiating differences in how a few 


positions should be classified--and the fact that unresolved 
differences are apt to stay unresolved. These comments apply 
broadly to most PMCD surveys, whether conducted at the components 
request to apthenticate a reorganization or one of the PMCD- 
initiated periodic surveys. A number of comments apply more 
~ specifically to*the latter, however. | 
35. One often-mentioned problem is that PMCD's manning and 

priority system does not permit an early response to a request 
for a reorganizatTon-generated survey, or rapid accomplishment of 
the survey after it starts. PMCD's efforts to meet a three-year 


cycle of periodic surveys lead to tight scheduling of its limited 
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manpower. There is little slack in this Schedule and long delays 


~-many months and sometimes a year or two--occur between a 
COUPOTEME: Ss expression of need for a survey and its commencement. 
Sometimes this forces components to operate Fars protracted periods 
with an outmoded official Table of Organization. In one case we 
found that a component had deferred a needed reorganization for a 
"year while awaiting a scheduled PMCD periodic survey. Another 

has long deferred many conversions .of contract employees to staff 
employee status because PMCD is too tightly scheduled to help. 

Yet’ the periodic surveys go on. One organization that recently 
finizhad sith an unsolicited survey pointed out that it occurred in 
‘the iniddle of changing missions and methods of operation, fie 
impacts of which could not be assessed ab that time. 

36. The PMCD advice received during periodic surveys on 

‘oruanizational denuceure is of often-~ ~questioned value. We attempted, 


unsuccessfully, to check this by evaluating changes recommended in 


"recent PMCD survey reports. We found.that PCD survey reports 


include, ususally without clear distinction, both their own 
recommendations and others originated carlier by the component. 


Thus, the acceptance by managers of recommendations for organiza- 


tion changes made in survey reports is not a good measure of the 


' contribution made by PMCD. Most managers interviewed felt that 


few of the PMCD-originated organization recommendations were 


useful. Since they are not obliged to follow these recommendations, 
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they found them more annoying and Serene he than harmful, 


however. 


37. Many managers questioned the qualifications of PMCD 


- job classifiers -to provide detailed recommendations on how a 


component. should organize to carry out its mission.. Such PMCD 


personnel are relatively junior in grade (typically GS-12 or 13), 


lack Operating Component and senior management experience, and 


have relatively little exposure to the component's particular 


"problems. Moreover, managers point out that their organization 


is-subject to command review in their Directorate, to program 


audits by the Audit Staff, and to OIG surveys. 


. ‘ 


38. .We concur with many of the managers views expressed 


above. We have noted the following consequences of the present 


periodic survey program. 


a. ‘Unresolved differences with PMCD periodic survey 


‘\ 
\ 


findings are sometimes never formally settled after the 


-  procedural-steps of receiving and commenting upon the survey 


report. Most of the controversial findings do not result in 


binding T/0 changes or in immediate organizational changes, 


fy 


although PMCD personnel believe many.of their rejected 


recommendations appear later in management-suggested reorganiza- 


tions. The manager, if supported by the Deputy Director 


concerned, really determines his organization structure. 


Therefore we believe the expenditure of 3-6 months ‘OF coaparent 
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and PMCD efforts at three year intervals for periodic position 
surveys to be excessive when compared with the specific end 
ue achieved. | | 
Tee" bs. Competing periodic survey schedules delay the 
a scconpT Thien of surveys needed to authenticate reorganiza- 
“tions. | These delays--and sometimes unresolved differences 
apising from the periodic surveys thenselves--lead components 
to operate for protracted periods on.unofficial T/O's that 
‘differ from their official staffing complement. This leads to 
annaeeecniy ‘ise of misslotting, hersonal Rane Assignments and 
 othien devices potentially subject to CSC and OMB criticism, 
Spisunderarsadings and, perhaps, imposed cuts. Moreover, 
centrally generated position controi information in these 
~ cases is inconsistent with the real world . This can mislead 
: senior management and obscure .the devel opment of manning 
- problens: It also requires component maintenance of multiple 
bookkeeping systems for middle management use. In addition, 
. inconsistencies between de facto and official ¥/0's make 
middle~level managers uncertain about their slot grades and 
~- headroom and generate problems in assignment planning, personnel 
advancements and morale. . So 
39. We recognize PMCD's need to review a variety of positions 
in order to maintain and improve its classification standards. We 


| believe such data can be acquired without a full organizational 
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review, however. We recognize that over a period of time the 


duties of a position can change and that it is useful to management 


- to have PMCD periodically review positions to validate their 


classification. We believe that static organizations should be 
subject to such reviews--but at intervals considerably longer 
than three years, These reviews should not, however be accorded 
priority over the more immediate classification needs of rapidly 
" changing organizations. Lastly, we believe PMCD should restrict 
its organizational recommendations to those cases where the 
organization structure has a dominating impact upon the classifi- 


cation of the positions involved. 


w 
ae 


- Conclusions 


Conclusion G-1. Authority. should be delegated to Deputy 


Directors to modify and authenticate staffing complements (T/0's) 


within the limits of Directorate allocations of staff manpower 


ceilings, senior slots (GS-14 and higher) and average grade. 
This authority should be qualified by a requirement that recommen- 
“dations by PMCD representatives regarding changes in the grades 


wh 


of existing positions or the assignment of grades to new or 


. significantly menue art: os considered by component managers 
a bs : 


AS Jeve Chie 


~. and, if unresolved ,“by the Deputy Director before such changes 
A ; : 


are effected. 
a. To accomplish the second part of this it is essential 


that PMCD be involved before a significant reorganization is 
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effected. Provisions should also be included for PMCD, 

. when deemed necessary by the Director of Personnel, to review 
and reassess the grades of new or significantly altered 
positions after six months or so of experience with the new 
organization. In some cases the Director of Personnel may 
decide that a survey of all positions in the new organization 
is needed. PMCD recommendations arising from such position 
re views or reorganization surveys: (or from periodic and special 
surveys discussed in Conclusion G-5 below) should be gonsidered 
thas leu rs 
-by the component manager and, if unres alved, by the Dept y 
Director within a specified, | short, tine interval, after the 
recommendations -are made. 

| b. Since guseraraie positions are directly contralicd iy 
ane? DCI, and since a new system for handling supergrade 
problems is baina considered by the Management Committee, 
they have not been specifically included in this conclusion. 
Consideration should be given, if this proposal is adopted, to 
 similar-fodification of the way supergrade positions ae 
handled, however. | | 

~ Conclusion G-2. The Director of Personnel, acting for the 

DCI, should be required to monitor. Directorate and DCI Area 
adherence to equal pay for equal work (job/pay equity) principles 


and to allocated manning, ecched grade and. senior slot limits, 


and to recommend aunvopriate DCI action in cases where he cannot 


_— eas ae ne 


ee 


resolve differences with the Deputy Director concerned. 
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() | | Conclusion G-3. In the area of position grade evaluations, 
_PMCD shoutd: | | | 
| a. Develop and maintain standards for position evalua-~ 
tion use. 

b. Participate in and advise on all position evaluations. 

on Ansane that wmkesoived differences with component 
managers over position evaluations are brought to the responsi- 
ble Deputy Director for decision. 

d. Inform the Director of Personne] in cases when, in 
the opinion of PMCD, decisions made by Deputy Directors con- 
flict significantly with equal pay for equal work principles or 
established pay pdlicies--e.g. pay scales for senior secretaries. 

= “in collaboration with other Office of Personnel components, 
~ should: | : 
a a. Establish staffing complement formats, 
b. Compile, produce and disseminate staffing complements 
authenticated by the Deputy Directors and produce and dissem-: 
‘inate related iiariauemertt information reports. 

c. Report to the baputy: Diveetor concerned and to the 
Director of Personnel any non-trivial continuing instances 
when the totals of a Directorate's staffing complements 
exceed that Directorates's allocations of manning, senior 


slots or average grade. 
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Conclusion G-~5. PMCD's responsibility for conducting periodic 
position surveys should be modified. In this area: 

| a. PMCD should conduct periodic position surveys in 
components that have received Tittle attention in conjunc- 
tion with reorganizations for a period of about five years. 

| b. The Director of Personnel should initiate special 
PMCD position surveys. in other cases where he has reason to 
believe that position classifications need revision. 

Ce Neither periodic nor special position surveys 
should be allowed to interfere with prompt and rapid service 
of reorganization or other more iniediate needs for PHCD =: 

assistance. *% | io 
7 d. ‘During al] sinveye: PMCD should restrict its 
‘reconmendations. regarding the organization and management of 
component personnel tc cases Where Organization or manage- 
ment is the dominant consideration in evaluating position 
_ grades. _ . 
| ce.” pMcp should be permitted on its own initiative to 
: audit positions in any component in order to obtain data . 
. needed to establish, maintain or improve position evaluation 
' standards. | | | 
Conclusion G-6. PMCD should sccatevnee the deveiannient and 
trial implementation of improved position evaluation standards 


and methods similar to the Factor/Benchmark system now being 
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developed by CSC for aeicrnmantiide implementation by 1980. Full 


CSC development of its system should not bea prerequisite to 


“ 


development and trial implementation of an Agency version. 
Conclusion G-7. The Director of Personnel should review and 
alter the organization of and inanpower authorized for PMCD as 
necessary to meet its revised mission. - | 
| a. It is important to note Haat PMCD mann IDG RHE 
Pevuice, prompt and rapid service of component needs. 
b. A program of rotating Office of Personnel. people 
with experience as component support officers through 3 -5 
year PMCD tours, and of rotating PMCD professionals through 
component support officer tours, would provide a valuable 
experience base. 
ee Rotating personnel from ther Agency components 
through PMCD tours would contribute more specific component 
knowledge and would be useful if the tours can be Tong. enough 
for the rotating personnel to develop and use job classifi- 
cation expertise. 
Recommendations . 
Recommendation No. 7 That_the DCI ictaaies to the po ne Peplty 


Directors authority to authenticate Starting complements , 
requiring them eames recommendations on position grades 
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their allocations of staff manpower ceilings» senior slots and 


average grade. 
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Recommendation No. 8. That the Director of Personnel monitor 


Directorate and DCI Area adherence to their allocations and to 


job/pay equity and recommend. appropriate DCI action in cases 


where he cannot resolve solve differences with the nthe Deputy Director 


concerned. 
Recommendation No. 9. That the Director of Personnel revise 
_PMCD procedures, position surveys, scheduling, and manpower as 


indicated in Conclusions G-3 through G-7 above. 
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